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Abstract 

Problem Statement: In our era, to generate innovative and strategic 
knowledge and use it to produce new products and services bears the ut¬ 
most importance in terms of providing improvement, innovation, and 
thus competitiveness for organizations. Higher education institutions are 
considered prominent organizations leading the change for innovation by 
producing new knowledge and new know how(s). However, universities 
generally fall short in meeting these expectations and are very slow in 
generating new knowledge. Meanwhile, ever-evolving information and 
communication technologies (ICT) offer various opportunities in terms of 
knowledge utilization and the knowledge generation field. In this context, 
virtual communities of practices (VCoPs) have drawn attention due to 
their collaborative knowledge producing potential, which fosters organi¬ 
zational learning and improvement. 

Purpose of The Study: The goal of this research is, based on the views of sen¬ 
ior administrators at Firat University and in the scope of the literature re¬ 
view, to determine the importance of and barriers to VCoPs, as well as de¬ 
termine the leadership roles for the constitution and utilization of VCoPs 
at the university setting. 

Method: In this study, the opinions of 21 administrators were gathered via 
semi-structured interviews and the data obtained were analyzed through 
content analysis method. The views of each respondent were written 
down, listed, and coded. Then, according to the meanings of the codes, 
categories were determined and analyzed while taking into consideration 
the iterative procedure. 
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Findings and Results: The findings revealed that VCoPs were thought to be 
important for ensuring improvement and innovation by the majority of 
the administrators; however, some barriers, such as distrust and insecuri¬ 
ty, lack of leadership, and lack of knowledge and skills existed. In order to 
achieve effective utilization results for VCoPs, greater leadership roles, 
such as opportunity enhancement, staff encouragement, knowledge utili¬ 
zation, and monitoring developments, were proposed by the administra¬ 
tors. 

Conclusion and Recommendations: VCoPs were thought to be important by 
almost all of the university administrators for ensuring improvement and 
innovation. However, there were serious barriers which hindered the uti¬ 
lization of VCoPs. To overcome these barriers and in order to make the 
university staff eager to participate in VCoPs, certain leadership roles 
were seen as necessary. 

Keywords: Higher education, VCoPs, improvement, innovation, tacit 
knowledge. 


Introduction 

Rapid developments in information and communication technologies (ICT) and 
technology in general have put great pressure on higher education institutions for 
pursuing new developments to produce new knowledge that will foster innovation. 
Most universities are generally far from meeting these expectations and are very 
slow to pursue new developments and produce new knowledge and products (Kid- 
well, Linde, & Johnson, 2000; Buckley & Toit, 2010, p. 493; Kumar, 2005, p. 27). They 
are not successful in addressing new issues, leading cross-cultural environments, or 
managing virtual teams (OECD, 2011, p. 106). As Akbulut (2012) stated in his report, 
in Turkey, a few universities have found themselves placed in among the 500 most 
prominent universities in the world. 

Organizational innovation is largely connected with organizational learning, 
which has roots in the interaction between tacit and explicit knowledge (Ardichvili, 
Page, & Wentling, 2003; Bueno, Aragon, Salmador, & Garcia, 2010, p. 318). Tacit 
knowledge is embedded in the minds of individuals. It is "know how" and is shaped 
by intuition, experiences, feelings, thoughts, and similar inner strengths (Bueno, et al. 
2010, p. 318; Byrosiere, Luethge, Vas & Salmador, 2010, p. 40). Therefore, it is rather 
difficult to explicate and imitate it (Alwis, et al 2004, p. 7; Bueno, et al. 2010, p. 31), 
and that property makes it strategic, especially for ensuring innovation and competi¬ 
tiveness (Bueno, et al. 2010, p. 318; Byrosiere, et al, 2010, p. 404). 

The most suggested ways to explicate tacit knowledge are face-to-face interac¬ 
tions (Nelson & Hsu, 2011, p. 828; Ardichvili, et al. 2003, p. 65). However, ensuring 
face-to-face interactions are not always easy in terms constraints such as time and lo¬ 
cation (Nelson & Hsu, 2011, p. 828) in today's globally dispersed companies 
(Ardichvili et al. 2003, p. 65). Therefore, virtual communities of practices (VCoPs) 
have been proposed as the viable alternatives to face-to-face interactions (Ardichvili 
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et al. 2003, p. 65) and are thought to have the potential for sharing and generating 
knowledge (Hagel, Brown, & Davison, 2010; Buckley & Toit, 2010, p. 494). Since uni¬ 
versities are assigned with the task of transmitting, sharing, and creating knowledge, 
it is stated that the university setting is an appropriate place for "breeding of VCoPs" 
(Buckley & Toit, 2010, p. 494). 

The goal of this research is, based on the views of senior administrators at Firat 
University and in the scope of the literature review, to determine the importance of 
and barriers to VCoPs, and the leadership roles for the constitution and utilization of 
VCoPs at the university setting. 

Virtual Communities of Practices (VCoPs) 

In reference to community networks, the term community of practices (CoPs) was 
used first by Lave and Wenger in 1991 to describe the collaborative studies of infor¬ 
mally established teams (Ardichvili, et al. 2003, p. 65; Buckley & Toit, 2010, p. 496). 
According to Wenger (2001), 'community of practice' is a specific kind of community 
focusing on a domain of knowledge and accumulating expertise, so as to "develop 
their shared practice by interacting around problems, solutions, and insights, and 
building a common store of knowledge." 

The rapid diffusion of internet based networking and growing internationaliza¬ 
tion has brought about the need for constituting online CoPs (Kimble, Hildreth & 
Wright 2000, p.224). Virtual community is defined as a social network of individuals 
who interact online across geographical and political boundaries to pursue mutual 
interests and goals (Chiu, Wang, Shih, & Fan, 2011, p. 135; Wikipedia, 2011; Porter, 
2004). They are seen as among the few viable alternatives for achieving the exchange 
of knowledge (Hagel et al. 2010; Buckley & Toit, 2010, p. 496). 

Factors Affecting The Formation and Utilization of VCoPs 

Various factors, which may hinder or promote the formation and utilization of 
VCoPs have been put forth by experts. Hew and Hara (2007) adduce six broad types 
of barriers, including lack of technology, lack of knowledge to share (not to be confi¬ 
dent about), competing priorities (lack of time, etc.), quality of community, personal 
attitudes (big egos, desire for hoarding knowledge, and fear for losing competitive 
edge), and confidentiality considerations (pp. 2312-2013). In higher education, a 
number of barriers are mentioned by Buckley and Toit (2010) as to why academics 
have not utilized VCoPs. Time, heavy workloads, administrative commitments, in¬ 
centive expectations, and mistrust are the most mentioned barriers (p. 498). Accord¬ 
ing to some research results, security and trust considerations are the ones, which are 
the top of the obstacles (Ardichvili et al. 2003, p. 71), or, one of the important issues 
(OEAS, 2012, p. 3) that constitute barriers to CoPs. Related to security considerations, 
knowledge theft, sexual exploitation (Wikipedia, 2011), unreliability of information 
and knowledge, and "knowledge is power, "attitude are frequently mentioned ob¬ 
stacles in organizations (Byrosiere, et al., 2010, p.402). 

On the other hand, various motivating factors, which encourage people to partic¬ 
ipate in VCoPs and share their knowledge, have also been articulated. In the research 
done by Hew and Hara (2007), the most common motivators were found to be reci- 
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procity, collectivism, personal gain, respectful environment, altruism, and technolo¬ 
gy (p. 2318). Ardichvili, et al. (2003) found that people would share their tacit 
knowledge easily if they were the members of a study team, viewed it as part of the 
public good, and if the knowledge was reliable and objectively held (p. 71-73). 

Innovativeness of Higher Education Institutions 

It has been explored in literature that organizational competitiveness is ensured 
by providing organizational learning and innovation through explicating and shar¬ 
ing tacit knowledge in turn generating new knowledge and skills. There is a positive 
relationship between tacit knowledge and organizational learning (Bueno, et al. 2010, 
p. 331; Cho, et al. p. 264); tacit knowledge, organizational learning, and innovation 
(Nonaka, 1994, p. 15; Bueno, et al. 2010; Alwis, p. 18); and innovation and gaining 
competitive advantages (Bueno, et al. 2010, p. 319, 332; Buckley & Toit, 2010, p. 495). 

Byrosiere et al. (2010), in referring to the views of several authors, define organi¬ 
zational innovation as the "adoption of a behavior or an idea which is new to the 
firm or organization." It is stated that organizational innovation is examined general¬ 
ly in regards to new products, new technologies, new services, or new administrative 
processes (p. 405). 

It is stated by OECD (2011) that a number of countries have prepared national in¬ 
novation strategies; and without exception, these strategies have highlighted the im¬ 
portance of human capital in meeting goals for innovation and development (p.105). 
Higher education institutions are the top-level organizations for educating higher 
level skilled and knowledgeable individuals. However concerns have been voiced 
about the supply of the skillful people especially in science, technology, engineering, 
and mathematics (STEM). And, the gaps in soft skills and capacity to address new is¬ 
sues are common. Therefore, the OECD countries have sought to link the develop¬ 
mental capacities of tertiary education to market demands in a knowledge economy 
to ensure innovation (OECD, 2011, p. 105, 111). 

VCoPs are deemed as possible vehicles to spur the organizational learning and 
innovation. They are seen as especially effective within the STEM disciplines, and 
can bring very separated researchers and practitioners together for working collabo- 
ratively on the innovative issues (OEAS, 2012, p. 4). Buckley and Toit (2010) state 
that due to the advent of Internet, the universities have lost their 'ivory tower' status. 
And by encouraging the formation of CoPs, face-to-face universities will create a 
competitive sustainable advantage and this should be the way forward to the twen¬ 
ty-first century (p.495). 

Related to the most innovative and entrepreneurial universities index in Turkey, 
Middle East Technical University, Sabanci, and Bilkent rank as the top three, respec¬ 
tively. Firat University ranked 34 among the top 50 universities (TUBITAK, 2013). To 
enhance the research and development activities and the quality of education, which 
will contribute to the improvement of the country. The Scientific and Technological 
Research Council in Turkey (TUBITAK, 2011) made a decision about the develop¬ 
ment of policy to trigger innovation and entrepreneurship at universities. 
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Method 


Research Design 

A qualitative research method was used in this study. Data were collected 
through semi-structured interviews. The questions were developed based on the re¬ 
view of the literature and the situation at Firat University. The questions asked to the 
interviewees were: 

1. Do you believe in the importance of VCoPs for providing innovation at the uni¬ 
versity? Why or why not, could you explain the reasons? 

2. What are the barriers that prevent the staff from utilizing VCoPs? 

3. What leadership roles do you think university administrators can play in the 

constitution and utilization of VCoPs? 

The study group consisted of 21 academics who are responsible for senior level 
managerial tasks (1 ex-rector, 2 vice rectors, 12 deans, and 6 directors) at Firat Uni¬ 
versity. This group was specifically chosen because they hold major influence on 
making decisions and developing organizational policies. 

To enhance the validity of the research, during the interviews an informal con¬ 
versation setting was used so views could be stated easily. Each interviewee was giv¬ 
en information about VCoPs in order to avoid false notions of the concept. All of the 
conversations were recorded and some of the views of each respondent were recon¬ 
firmed at the end of the interview. Therefore, it was conceived by the researcher that 
the questions were understood precisely and the replies were related to the ques¬ 
tions. In addition, it was observed that the responses of the interviewees matched 
those found in the literature. Therefore, all of these were considered as indicators of 
maintaining research validity. 

To examine the coding reliability, the interview transcripts were read and coded 
independently by the researcher and an expert. Then, taking into consideration the 
coded results, an inter coder agreement rate was computed based on the Miles and 
Huberman (1994) formula given below, it was found that there was consistency be¬ 
tween the coders. 

[Coder Reliability (96.77 %)=Number of agreements (90)/[Number of Agree¬ 
ments (90) + Number of Disagreements (3)] X 100] 

In addition to it, to enhance the validity and reliability of the research, some quo¬ 
tations were given related to the interviewee opinions throughout the analyses of the 
data. 

Data Analyses 

In this study, the obtained textual data was analyzed using a content analysis 
method. As a scientific study, content analysis is described as the study of content 
with reference to the meanings, context, and intentions contained in messages (Pra¬ 
sad, 2008). As the researcher had held assumptions related to the current situation 
with regards to the research topic at Firat University, a deductive approach was well 
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suited for the study. However, since the researcher intended to generate coding cate¬ 
gories from the ideas mentioned in the responses, an inductive approach also 
emerged as necessary. Therefore, both deductive and inductive approaches were 
adopted as part of the research. 

Even if the researcher detected the codes manually, the codes were also provided 
through NVivo Qualitative Analysis Program, and both code lists were checked in 
order to avoid the possibility of having irrelevant codes or missing codes (Hughes & 
Silver, 2010; Welsh, 2002). In the analysis of the data, in order to discover the relevant 
responses to each question, not only were the response segment to each question 
took into consideration, but the data set as a whole was also taken into consideration. 

It was proposed that in order to achieve the best results in the qualitative analy¬ 
sis, instead of relying only on either electronic or manual methods, the researchers 
should combine the best features of each (Welsh, 2002). Therefore, in order to give 
detailed information related to the codes and categories, the distribution of the data 
is provided in the given tables. In addition, with a purpose of achieving clarity and 
understandability, and in order to facilitate generalizability of the research results, 
frequencies for the codes and frequencies and percentages of the categories are pro¬ 
vided in the tables as well (Hughes & Silver, 2010; Yildirim & 5im§ek, 2006, p. 243, 
244). As the frequency of each category is the sum of the iterated codes, it sometimes 
may be more than the respondents' number. The percentages indicate the rate of the 
frequency of a single category with regards to the total frequencies of the other cate¬ 
gories in each table. To quote the views of the respondents, Rl, R2... and R21 identi¬ 
fiers were used to indicate each respondent. 


Results 

The results obtained from the analysis of the data are provided below. 

Importance of Virtual CaPs in Providing Innovation 

Related to the question of whether the administrators believed in the importance 
of VCoPs for providing innovation, the views of the respondents indicated some dif¬ 
ferences (Table 1). While the great majority of the respondents emphasized the im¬ 
portance of VCoPs for providing innovation (f-25, 83%) (Table 1), three were neutral 
(10%), and two were against it (7%). The views of some respondents who thought 
VCoPs to be important are given below: 

R19: "Our era entails the utilization of virtual social net¬ 
works. VCoPs are gaining increasing importance and the 
ways of making use of them effectively should be sought." 

R21: "VCoPs create an incomparable environment for sharing and 
generating knowledge. It is important, of course." 

On the other hand, even if three people acknowledged the importance of 
VCoPs, they still preferred to remain neutral, as they felt unfamiliar to the details as¬ 
sociated with virtual communities. One of these views is as follows: 



Eurasian Journal of Educational Research 

137 




R12: "Our generation is not used to computers and the internet. 
VCoPs may be useful for the ones who are thoroughly occupied with 
the electronic world, but this kind of work does not relate to us. 
However, the next generation can utilize it." 

In addition, two administrators did not think VCoPs are important for ensuring 
innovation at universities. One of them pointed out the existence of other vehicles, 
and the other emphasized the phrase "knowledge is power" to indicate his unwill¬ 
ingness for sharing knowledge. The following two views are given: 

R3: "Sharing the new knowledge is a bit distressful. Knowledge can 
not be shared in a non-refereed environments; the proven knowledge 
has already been published in the scientific journals and presented at 
conferences. Therefore, there is no need for VcoPs." 

R18. "Knowledge means money and power. I don't want to share my 
knowledge if there is no personal gain." 

Table 1 

Distribution of the Views Indicating the Importance of VCoPs 

Views Towards the Importance of VCoPs 

Respondents and Summary of Their Views f % 




Importance of VCoPs 


Emphasis on the importance of VCoPs 

(Rl, R2, R4, R5, R6, R7, R8, R9, RIO, Rll, R13, R15, 


Important 

25 

83% 

R17, R19, R20, R21). 

Neutral for being unaccustomed with VCoPs (R12, 

CD 

<D 

T3 

Neutral 

3 

10% 

R14, R16) 

Rejection to the formation and utilization of VCoPs 

O 

U 

Unimportant 

2 

7% 

(R3, R18) 


Total 

30 

100% 


Reasons That Makes VCoPs Important for Ensuring Innovation 

Related to the question of why administrators think VCoPs are important (Table 
2), it was detected that the functionalities of sharing and generating knowledge, 
providing improvement, triggering innovation, and ensuring motivation are what 
make VCoPs important. It can be seen that the "Providing improvement" (f=23, 
33%) category was the most articulated, and comprised the 'socialization,' 'wellness,' 
and 'achievement' codes. According to the administrators, knowledge sharing and 
generation through VCoPs can contribute to the wellness of the organization and can 
promote a certain level of success and socialization. Some of the quotations are given 
below: 
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Rl: "VCoPs facilitate the socialization of the people, in addi¬ 
tion to knowledge sharing." 

R7: "Sharing knowledge promotes the success and im¬ 
provement of the organization. Everyone can benefit from it 
and this is essential for the wellness of the organization." 

The "Sharing/generating knowledge" (f=21, 30%) and "Triggering Innovation" 
(f=21, 30%) categories, with equal iteration and percentage rates, indicate the other 
most articulated reasons as to why VCoPs are thought to be important. The majority 
of the respondents stated that through VCoPs knowledge would be more effectively 
shared than the methods actualized in traditional work settings in which it is difficult 
to come together with the people working in the dispersed units. In a similar way, 
four views pointed out the importance of VCoPs in generating knowledge. 

The category of "triggering innovation" includes the codes such as project devel¬ 
opment, creativity, innovative ideas and implementations, and strategic value. The 
respondents assumed that VCoPs have the capacity for triggering innovation 
through the cited functions above. The views of two respondents are as follows: 

R2: "Academics wrote thesis', dissertations, and conducted 
projects in the past which have not been shared effectively. 

In this way, the results of this type of research can be shared 
more easily, so as to generate new knowledge and innova¬ 
tion." 

R4: "In a virtual community mainly based on the exchange 
of scientific knowledge, just like an engineering community, 
tacit knowledge may more easily be shared. Since this will 
promote innovative and creative ideas, it will contribute to 
the competitiveness of the organization." 

"Providing motivation" (f=5, 7%) was the least articulated category which com¬ 
prised the codes 'sense of belonging' and 'eagerness'. It is said that VCoPs can create 
a positive atmosphere in which useful ideas and implementations can be shared easi¬ 
ly, and therefore, a sense of belonging can be developed. One of the respondents cit¬ 
ed his thoughts in the following: 

R21:"A virtual community of practices has a unique atmosphere 
which facilitates the exchange of knowledge. This peculiarity makes 
people more eager to participate in it." 

The findings related to the reasons that make VCoPs important reveal that the 
great majority of respondents believe VCoPs can be effective in sharing and generat¬ 
ing knowledge, providing improvement, accelerating innovation, and providing mo¬ 
tivation. 
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Table 2 

Distribution of Views for the Reasons That Make CoPs Important 


Reasons That Make VCoPs Important 

Respondents and Summary of Their Views 


Categories 

/ 

% 

Emphasis on convenient environment for 


Sharing/Generating Knoivledge 


sharing and generating knowledge 

(R2, R4, R5, R6, R7, R8, R9, RIO, Rll, R13, 

to 

Sharing Knowledge 



R15, R16, R17, R19, R20, R21) 

73 

O 

U 

17 




Generating Knowledge 

4 




Sub Total 

21 

30% 



Triggering Innovation 



Stress on outcomes that provide innovation 
(R4, R5, R15, R17, R18, R19, R20, R21) 


Creativity 

4 



to 

D 

T5 

Project Development 

7 



o 

u 

Strategic Value 

1 




Innovative ideas/ Imple¬ 
mentation 

9 




Sub Total 

21 

30% 



Providing improvement 


Statement on outcomes which provide or¬ 
ganizational improvement 


Socialization 

6 


(Rl, R2, R5, R6, RR9, R21) 

Code; 

Wellness 

8 



Achievement 

9 




Sub total 

23 

33% 



Providing motivation 



Emphasize on feelings of motivation 

to 

Sense of belonging 

3 


(Rl, R14, R19, R20, R21) 

73 

O 

u 

Eagerness 

2 



Sub Total 

5 

7% 



Total 

70 

100% 


Barriers for the Utilization ofVCoPs 

In relation to the barriers that hinder the utilization of VCoPs, codes were gath¬ 
ered under the categories of "insecure environment," "lack of leadership," and "lack 
of knowledge and skills" (Table 3). 

"Insecure environment"(f=30, 44%) was the most mentioned category. It includes 
the codes of 'lack of trust/ 'misuse of knowledge/ and 'ineffective regulations'. Al¬ 
most all of the respondents stated their concerns about maintaining security. Admin- 



140 


Fatma Ozmen 


istrators thought that issues such as theft of identification, theft of knowledge, misuse 
of knowledge and knowledge pollution create an insecure environment. In addition, 
ineffective regulations and difficulty in executing these regulations were stated as 
some other inhibitors of sharing knowledge. 

This situation implies that even if a great majority of administrators believe in the 
importance of VCoPs for ensuring innovation, they are timid about the utilization of 
VCoPs in relation to security issues. One quotation is as follows: 

Rl. "An increase in unnecessary and wrong knowledge can be seen 
easily in the virtual arena. Most shared knowledge is incorrect or in¬ 
adequate. It is always risky to entirely rely on people or communities 
in virtual environments." 

"Lack of leadership” (25, 36%) was one of the other barriers to VCoPs encompassing 
'organizational inefficiencies' and Tack of administrative competency.' Organization¬ 
al inefficiency is related mainly to organizational structure and functioning. On the 
other hand, a lack of administrative competency is related to the absence of certain 
managerial knowledge and skills, such as having perspective, goal attainment, plan¬ 
ning ability, etc. Some of the related thoughts are as follows: 

R21: "Unless the university administrators are transformational lead¬ 
ers, these kinds of initiatives will hardly be realized. The administra¬ 
tors generally do not have perspective or adequate level of commit¬ 
ment for ensuring the effective utilization of VCoPs in the university 
setting." 

R4: "The administrators are not open to new ideas, and academics 
are timid to share knowledge." 

"Lack of knowledge and skills" (14, 20%) was seen as a barrier by some of the admin¬ 
istrators. In this regard, the opinions of two respondents are given below: 

R21: "I think most of the academics and even administrators do not 
have adequate skill levels and knowledge in terms of utilizing new 
technology." 

R4: "Unawareness of new knowledge sharing ways constitutes the 
main barrier." 

Also, a few administrators mentioned unfamiliarity to virtual environments, and 
this situation is considered a barrier as well. 
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1 

Distribution of Views Regarding the Barriers ofVCoPs 


Barriers ofVCoPs 

Respondents and Summary of Views 



/ % 

Emphasis on insecure environ¬ 


Insecure Environment 


ment that creates distrust 


Lack of Trust 

17 

(Rl, R3, R4, R5, R6, R7, R8, R9, 
RIO, Rll, R13, R15, R16, R17, R18, 

Codes 

Misuse of Knowledge 

9 

R19, R20, R21) 

Ineffective Regulations 

4 



Sub Total 

30 44% 

Emphasis upon lack of leadership 


Lack of Leadership 


(Rl, R4, R5, R6, R8, R9, R14, R15, 


Organizational Inefficiencies 

10 

R16, R21) 

c/i 

01 

T5 

o 

Lack of Admin. Competence 

15 


U 

Sub Total 

25 36% 



Lack of Knowledge and Skills 


Deficiencies in knowledge and 

Lack of Knowledge 

5 

skills 

c n 

Lack of Skills 

5 

(R2, R6, R14, R16, R21) -g 

U 

Unfamiliarity to Virtual World 

4 


Sub Total 

14 20% 


Total 

69 1001 


Leadership Roles of University Administrators for the Constituting and Utilization ofVCoPs 

Taking into consideration the leadership roles of administrators for the constitut¬ 
ing and utilization of VCoPs, the codes were grouped under "opportunity enhance¬ 
ment," "knowledge utilization," "staff encouragement," and "development monitor¬ 
ing" (Table 4). 

The "Opportunity enhancement" (f=65, 51%) category attracted the most views. It 
consisted of codes such as 'security building,' 'central management formation,' 'team 
building,' 'access facilitation,' and 'financial support.' Almost all of the administra¬ 
tors thought that without creating the appropriate conditions at the university, it was 
rather difficult to constitute and utilize VCoPs. Some of their views are given below: 

Rl: "The University should spearhead the establishment of formal 
VCoPs which welcome academics from divergent disciplines. A cen- 
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tral management agent responsible for the operation of the virtual 
community should be had." 

R9: "Financial support should be provided, and generated 
knowledge should be utilized so as to maintain competitiveness." 

R18. "Legal procedures should be developed for sharing and making 
use of knowledge easily." 

"Knowledge utilization" (f=26, 21%) was the second most articulated category 
and includes the codes 'products' and 'processes.' The respondents emphasized that 
university administrators should play leadership roles for utilization knowledge 
through VCoPs so as to provide projects, patents, and services that contribute to in¬ 
novativeness. In addition, they also stated that the generated products could also be 
used for supporting instructional and managerial processes. On that subject, two 
quotations are given below: 

R2: "Ways of generating new knowledge may be sought through 
VCoPs. New knowledge should be used for producing new products 
and for strengthening instructional processes. New knowledge 
should be valued and the case of Doctor "Zakkum Ziya" should not 
be forgotten." 

R20: "Each institution should analyze its data base, web platforms, 
and knowledge banks through data mining methods in order to sup¬ 
port data processing and facilitate the utilization of knowledge." 

The "Staff encouragement" (f=21, 17%) category consists of codes such as 
'rewards,' 'moral support,' 'voluntary basis,' and 'success stories.' The administrators 
thought that motivation could be ensured through various vehicles. The opinions of 
some of the administrators are as follows: 

R2: "Rewards should be given for new and registered knowledge. 
The new knowledge should also be identified with the name of the 
person who generated it." 

R18. "VCoPs should be seen as one of the most important structures 
for encouraging organizational innovation. For the best utilization of 
VCoPs, communication should be improved, and administrators and 
academics should be motivated towards building and utilizing such 
community networks." 

The "Monitoring developments" (f=14, 11%) category includes the codes 'con¬ 
stant evaluation' and 'audit system.' Respondents emphasized that for the successful 
utilization of VCoPs, constant evaluation and an audit system throughout the organ¬ 
ization should be provided. Two quotations are as follows: 

R19. "New knowledge should be evaluated in the organization in 
terms of providing innovation." 

Rll: "Internal control mechanisms should be integrated in an auto¬ 
mated manner. An audit system should be built for the organiza¬ 
tion." 
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Table 4 

Distribution Of Views Towards the Leadership Roles Of Administrators 


Leadership Roles of Administrators 


Respondents and Summary of Views Categories 

f % 


Shedding light on opportunities 
which facilitate utilizing VCoPs 
(Rl, R2, R4, R5, R6, R7, R8, R9, 
R10, Rll, R13, R15, R16, R17, 
R18, R19, R21) 

Codes 

Opportunity Enhancement 
Security Building 

Central Management 

Team Building 

Access Facilitation 

Financial Support 

Sub total 

17 

14 

14 

11 

9 

65 

51% 

Emphasis on the outputs for the 


Knowledge Utilization 



utilization of knowledge 


Products (patents, projects, services. 

20 


(Rl, R2, R4, R5, R6, R8, R10, Rll, 

co 

0) 

etc.) 



R13, R 14, R15, R17, R18, R19, 

73 

o 

Processes (Communication, instruc¬ 

6 


R21) 


tion, etc.) 





Sub total 

26 

21% 



Staff Encouragement 



Ways for the encouragement of 


Rewards 

7 


staff for the utilization of VCoPs 

CO 

CL) 

Moral Support 

8 


(Rl, R2, R4, R5, R8, R10, Rll, 

73 

o 

Voluntary Basis 

3 


R15, R17, R18, R21) 


Success Stories 

3 




Sub total 

21 

17% 

Emphasis on monitoring the de¬ 


Monitoring Development 



velopments for the effective utili¬ 


Constant Evaluation 

10 


zation of VCoPs 

CO 

D 

73 

Audit system 

4 


(R5, R9, R10, Rll, R14, R15, R16, 

O 

U 

Sub total 

14 

11% 

R17, R19, R20, R21) 


Total 

126 

100% 


Discussion and Conclusion 

Based on the analysis of the data, it can be concluded that VCoPs are seen as ef¬ 
fective tools for the exchange and generation of knowledge, enhancing motivation, 
proving improvement, and innovation. The review of the literature also proves that 
VCoPs provide various benefits by promoting knowledge sharing and generation 
(Ardichvili et al. 2003; Hagel et al, 2010; APQC, 2010), enhancing motivation (Hew & 
Hara, 2007), ensuring improvement (Fontaine & Millen, 2004; Davenport & Hall, 
2002; APQC, 2010), and triggering innovation (Cho et al. 2009). Therefore, the results 
obtained in our research are consistent with the ones held in the literature. 
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However, in terms of the importance of VCoPs, there are a few neutral and nega¬ 
tive views as well. These views mainly stem from individual attitudes and behav¬ 
iors, such as being unfamiliar to the virtual world, hoarding knowledge in hope of 
not losing competitiveness and gains, and making use of alternative sources. There 
are many ideas related to individual attitudes for hoarding knowledge due to fear of 
losing power and status, in the literature, and this manner constitutes an important 
barrier for not sharing knowledge (New & Hara, 2007; Brysiere et al. 2010, p. 402; 
Buckley & Toit, 2010, p. 500). 

Insecurity of the virtual environment has been found as the most cited barrier in 
the research. Lack of trust, misuse of knowledge, and ineffective regulations are the 
most prevalent matters set forth. Security issues are stated as the most important bar¬ 
riers in the literature as well. The exploitation of knowledge (Ardichvili et al, 2003; 
Hew & Hara, 2007; Wikipedia, 2011; Buckley & Toit, 2010, p. 499), knowledge pollu¬ 
tion, and unreliability of knowledge (Byrosiere et al. 2010) are among the most cited 
barriers. 

A lack of leadership is another important barrier to VCoPs found in the research. 
It appears in the literature that the success of VCoPs in an organization is largely due 
to the top managements' support and commitment (Conley & Zheng, 2009; Buckley 
et al. 2010; Bueno et al. 2010). Insufficient technology and lack of infrastructure 
should be dealt with by managers, and this is one of the stated barriers in the litera¬ 
ture (Ardichvili et al. 2003; Hew & Hara, 2007; Bueno et al. 201; Buckley & Toit, 2010, 
p. 500). This situation proves again that the results of that research are consistent 
with the literature as well. 

A lack of knowledge and skills is another barrier detected in the research. The ca¬ 
pability of academics and administrators for utilizing the new knowledge and tech¬ 
nology in a way that enables the generation of new knowledge, products, and ser¬ 
vices is seen as essential for providing innovation and competitiveness (Nonaka, 
1994; Bueno et al. 2010). 

Related to the leadership roles of administrators, opportunity enhancement, staff 
encouragement, and the development monitoring roles of the leaders have been put 
forth by the administrators. Byrosiere et al. (2010) draws attention to new technology, 
ideas, services, products, and new administrative processes for ensuring innovation. 

Knowledge utilization is as another leadership role stated by the respondents. 
Assuring people utilize new knowledge for generating patents, projects, and new 
and striking implementations and services can be cited. With regards to VCoPs, all 
these issues are the prominent topics of discussion in the literature as well (Buckley 
& Toit, 2011; Anthony, Rosman, Eze, & Gan, 2009). 

The leadership roles were emphasized in the research. These roles are generally 
related to the soft skills of administrators such as providing moral support, encour¬ 
aging new and divergent ways of working, giving incentives and rewards, and pro¬ 
moting communication facilities, etc. To ensure the willingness of people for sharing 
knowledge through VCoPs is crucial for improvement and innovation (Shu & 
Chuang, 2011; Hew and Hara, 2007, p.2323). 
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Implications 

Our era is characterized by knowledge. To share and generate new knowledge 
and to use it for producing new and demanding products and processes are the par¬ 
amount goals of today's organizations for ensuring sustainable growth, innovation, 
and competitiveness. In that context, sharing tacit knowledge is seen as a key concept 
for ensuring innovation. VCoPs are seen as sources and vehicles for sharing tacit 
knowledge due to their facilitative, collaborative, goal oriented, and participative na¬ 
ture. Higher education institutions should utilize the opportunities offered by the 
digital world. Along with the results obtained from this research project, the recom¬ 
mendations below are made: 

The commitment of senior administrators for establishing and utilizing VCoPs in 
an intra- and inter-university manner is essential. Therefore, administrators should 
adopt a facilitative and supportive leadership approach for ensuring the constitution 
and utilization of VCoPs. The constitution and utilization of VCoPs should be en¬ 
couraged via enhancing the opportunities. Moral, financial, and technical support 
should be provided. In this way, tacit knowledge sharing can be facilitated via vari¬ 
ous interactions through VCoPs, and producing new knowledge, products, and pro¬ 
cesses can be accelerated. 

Monitoring for the developments should be realized at every level and effective 
solutions should be sought for the problems. An audit system should be built, for en¬ 
suring effective functions of VCoPs. Security problems are major issues to be dealt 
with. Teams of knowledgeable and skillful people should be built and ways for han¬ 
dling security problems should be sought effectively and continuously. Projects, pa¬ 
tents, new know-how(s), and new implementations and services should be encour¬ 
aged and supported; and they should be connected to the instructional and manage¬ 
rial processes and further R&D activities so as to ensure organization-wide innova¬ 
tion. 

The R&D activities should also be integrated with the labor market. That is essen¬ 
tial for the development and innovation of both higher education institutions and 
firms in the labor market. Thus, the demands of the labor market will be met more ef¬ 
fectively, the entrepreneurship and innovative implementations will be fostered, and 
regional growth will be triggered. 
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Ozet 

Problem Durumu: Bili§im teknolojisindeki geli§meler ve ktireselle§me etkisi ile orgiit- 
ler, varliklarmi etkili §ekilde stirdtirebilmek ve rekabet avantaji yakalayabilmek igin, 
yeni bilgi ve tirtinii yaratmamn ugra§mi vermektedirler. Bilgi sermayesi orgtitler igin 
artik yenilik saglama ve gelifme yoniinde sahip olduklan en onemli unsur haline 
gelmi§tir. Ozellikle, agiga gikarilmami§, ki§iye ozgii bir bilgi olan ve farkli i§ yapma 
yollan, teknikler, beceriler ve anlayi§lari igeren ortiilii bilgiyi elde etmek, ve bundan 
yeni bilgi ve ilriln geli§tirmede yararlanmak, rekabet avantaji elde etmede oldukga 
onemli gortilmektedir. Ancak, ortiilii bilgiyi agiga gikarmak oldukga zordur. Ki§iler, 
kendilerine has farkli bilgi ve becerilerini ancak gtiven duyduklan, payla§imli ve 
uygulamali ortamlarda ve ortakla§a yarar elde edebilecekleri durumlarda, ytiz ytize 
etkile§im ile payla§abilirler. Bu ise, zaman, yer, ula§im, emek, para, vb. kaynaklarm 
temin edilmesindeki giigliikler ve smirliliklar nedeniyle oldukga zordur. 

"Sanal uygulama topluluklan" denilen ve ge§itli alanlardan uzmanlarm, payla§ilan 
amaglar dogrultusunda, sorunlara ortak goztimler bulmak igin bilgi ve becerilerini 
payla§tiklari aglar, ortiilii bilgiyi agiga gikarmak ve yenile§me ve geli§me saglamak 
bakimmdan oldukga etkili gortilmektedirler. Ara§trrmalar, bu topluluklarda ki§iler 
arasmda etkilefimin arttigmi, ortiilii bilginin daha kolay payla§ilabildigini, motivas- 
yonun arttigim, i§birligi iginde yeni ve garpici uygulamalarm geli§tirilebildigini gos- 
termektedir. 

Universitelerin bilgiyi i§leyen, tireten; ve bu bilgilerin yeni iirtin ve hizmete donii§tii- 
rtilmesine katki saglayan yerler olmasi toplumsal bir beklentidir. Bununla birlikte, 
tiniversiteler kendilerinden beklenileni yeterince ve etkili §ekilde ortaya koyamamak- 
tadirlar. Bu nedenle geli§me ve yenile§me saglama yoniinde iiniversiteler tizerindeki 
toplumsal baski gtin gegtikge artmaktadir. Bu baglamda, yenile|me, gelifme ve reka¬ 
bet avantaji elde etmede, sanal uygulama topluluklan onemli bir arag olarak gortil- 
mekte; ve universitelerin bu topluluklar igin en uygun alanlar oldugu uzmanlar tara- 
fmdan dile getirilmektedir. 

Ara§tirmanm Amaci: Bu ara§trrma, literattir bilgisi ve Firat Universitesi'ndeki tist dti- 
zey yonetici konumundaki akademisyenlerin gorti§leri gergevesinde, tiniversite or- 
tamlarmda, sanal uygulama topluluklan olu§turulmasirun onemini, bu alandaki en- 
gelleri, ve sanal uygulama topluluklarmdan etkili §ekilde yararlanabilmek igin, yone- 
ticilerin liderlik rollerini belirlemek amacmi ta§imaktadir. 

Metot: Niteliksel bir gali§ma olarak bu ara§tirmada denek gorti§leri yari yapilandiril- 
mi§ gorti§me yontemi araciligi ile elde edilmi§tir. Sorulara verilen yanitlar, ara§tir- 
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maci tarafmdan kaydedilmi§ ve igerik analizi yontemi ile belirlenen kodlar ve kate- 
goriler e§liginde gozumlenmi§tir. 

Bulgular: Ula§ilan bulgular, sanal uygulama topluluklarinm, bilgi payla§ma ve tiret- 
me, geli§me ve yenile§me saglama ve gudtileme bakimlarindan onemli goruldugii 
sonucunu ortaya koymu§tur. Bununla birlikte, az sayida da olsa, tiniversitelerde iire- 
tilen bilgilerin zaten yaymlandigi; ancak gelecek nesillerin bundan yararlanabilecegi; 
veya bilginin stratejik olarak onemli bir giig oldugu ve payla§ilamayacagi yonunde 
gorii§ler de ortaya gikmi§tir. Bunun yam sira, gtivensizlik, etkisiz liderlik, bilgi ve be- 
ceri noksanligi, orgiitleme noksanligi, alanlarmda engeller bulundugu belirlenmi§tir. 

Sanal uygulama topluluklarmdan etkili §ekilde yararlanabilmek igin, tlniversite yo- 
neticilerinin, olanaklan geli§tirmeleri, ki§ileri cesaretlendirmeleri, bilgiden yararlan- 
ma ve bilgi geli§tirme yollarmm ara§tirilmasmi saglamalari; ve geli§meleri izlemeleri 
ve degerlendirmeleri §eklindeki liderlik rolleri belirlenmiftir. 

Sonug ve Oneriler: Firat Universitesi'nde gorev yapan list dilzey yoneticilerin gortl§le- 
ri gergevesinde, ula§ilan sonuglar, ilniversite ortammda sanal uygulama toplulukla- 
rmm onemli goruldiigunu ortaya koymu§tur. Onemli gortilme nedenleri olarak, sa¬ 
nal uygulama topluluklarinm bilgi payla§ma ve bilgi tiremeyi temin etmesi, yenile§- 
meyi hizlandirmasi, ilerleme saglamasi motivasyon yaratmasi gibi nitelikleri on pla¬ 
na gikarilmiftir. 

Diger yandan,sanal uygulama topluluklarinm olu§turulmasi ve bu topluluklar araci- 
giyla yenilikgiligin artirilmasi yonunde birtakim engeller de bulundugu tespit edil- 
mi§tir. Bu engeller, giivensiz ortam, bilgi ve beceri noksanligi, etkili liderlik noksan- 
ligi olarak belirlenmi§tir. 

Universite yoneticilerinin liderlik rollerine ili§kin ula§ilan sonuglar, olanaklarm arti- 
rilmasi, cesaretlendirici tutum ve eylemlerin gergekle§tirilmesi, bilgiden etkili §ekilde 
yararlanmamn saglanmasi, geli§melerin izlenmesi hususlarmi on plana gikarmi§tir. 
Bu liderlik rollerinin layikiyla gergekle§tirilmesi, sanal uygulama topluluklarinm 
ontindeki engellerin yok edilmesini de saglayacak, boylece geli§me ve yenile§me hiz 
kazanacak ve rekabet avantaji elde edilecektir. 

Ula§ilan sonuglar e§liginde birtakim onerilerde bulunulmu§tur. Ust yonetimin konu- 
nun onemine inanmasi ve destekleyici ve kolayla§tmci bir liderlik yakla§imi sergile- 
mesi onemli gortilmektedir. Sanal uygulama topluluklarinm olu§turulmasi ve bu 
topluluklardan etkili §ekilde yararlamlmasi igin orgiitsel olanaklarm artirilmasi; te§- 
vikler sunulmasi, giivenlik ile ilgili sorunlarm silrekli izlenmesi ve onlemlerin alm- 
masi, geli§melerin izlenmesi ve yeni bilgi, beceri ve urtinlerin ogretim ve yonetim sii- 
regleriyle li§kilendirilmesi onerilmiftir. Aym zamanda, sanal uygulama topluluklan 
araciligi ile elde edilen yenilikgi bilgi ve uygulamalardan, universite ve i§ diinyasirun 
i§birliginde bolgesel kalkmma yonunde yararlamlmasi onerilmi§tir. 

Anahtar Sozcukler: Yuksekogretim, sanal uygulama topluluklan, yenile§me, ortulii bilgi, ge- 
li§me 



